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The purpose of this paper is to analyze the impact of the 
termination of federal funds upon the staff development program of the 
Division of Youth Services (DYS) in the Georgia Department of Human 
Resources. 
This study is important due to the fact that the maintenance of 
adequate and highly trained staff is critical to the effective 
functioning of any organization. It is within this context that this 
study addresses the fundamental question of whether or not the 
termination of federal funds for DYS staff development in September 
1982, has adverse effects on the development of competent staff. 
Additionally, the Division's training standards, promulgated by the 
American Corrections Association, which require 56 to 160 hours of basic 
training/orientation for all new employees are explored in light of the 
loss of federal funds. 
The major findings of the study were as follows: 
First, the loss of federal funding has significantly reduced the 
availability of training resources which has in turn adversely affected 
training courses, and maintenance of a comprehensive on-going 
staff-development program. 
Second, the high rate of staff turnover and transfers has made it 
virtually impossible for the division to develop the competencies of 
employees. This obviates against the attainment of division goals and 
objectives. 
Third, current funding for staff development is insufficient to 
meet minimum standards called for in the multi-year plan and does not 
meet the criterion for delivery of a sound program. 
Fourth, the majority of the youth service workers are high school 
graduates and lack prior experience and training in child welfare. 
It is recommended that the DYS adopt a pragmatic strategy such as 
upgrading the quality of education of the Youth Service Workers, and 
employ a series of needed training methods to encourage workers to take 
advantage of opportunities to develop their skills. 
Primary data for this study were obtained from interviews with 
officials of DYS. A wide variety of secondary data came from books, 
government documents and journals. 
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I. INTRODUCTION 
The provision of an equitable and performance related comprehensive 
staff development program is significant for the delivery of quality 
service and long range effectiveness. As such it should be at the heart 
of supervision. 
The concept of training and development as a natural and continuing 
activity of the employer is one that has seen its main development since 
the 1930's.1 2 3 
The term "employee training and development" is used here to refer 
to the process of developing skills, habits, knowledge, and attitudes in 
employees for the purpose of increasing the effectiveness of employees 
in their present government positions, as well as preparing employees 
2 
for future government positions. Training and development had its 
beginnings in enlightened private industry and in the orientation 
programs for work in public service; that is, public education, foreign 
3 
diplomacy and policework. 
1Glen Stahl, Public Personnel Administration, 6th ed. (New York: 
Harper & Row Publishers, 1971), p. 204. 
2 
William G. Torpey, Public Personnel Management (New York: D. Van 
Nostrand Company, Inc., 1953), p. 154. 
3 
Stahl, Public Personnel Administration, p. 204. 
1 
2 
The major resistance to employee training and development was based 
on the premise that employees hired under the merit system were presumed 
to be qualified. They were already trained for their jobs. 
The belief that a competitive examining system functioned to insure 
the selection of the best qualified person for the job, gradually 
awakened the reality that employee training was in the best interest of 
the public.^ 
The money spent on training was thus not a contribution to the 
employee, but rather, an investment in future government performance 
that would pay tangible dividends in the provision of quality service. 
Such changes combined with an emphasis on professionalism provided the 
basis for employee training and development that currently operate in 
the public service. 
Changes in the areas of Introduction and Orientation, Performance 
Improvement, Broadening Staff Usefulness, and Developing Top Leadership, 
are the most notable. In the area of introduction there is a need for a 
variety of means to introduce new employees to the organization; to 
segments of its work and to the conditions of employment that will 
affect them and their future. 
Performance improvement, sometimes referred to as "refresher" 
courses, focuses on keeping employees up to date in their respective 
^John W. Macy Jr., Public Service: The Human Side of Government 
(New York: Harper & Row Publishers, 1971), p. 171. 
3 
fields of activity. Such programs would emphasize new ways of getting 
the job done, new laws or regulations relative to the work, 
5 
technological developments, and other aspects of change. 
Broadening staff usefulness is another area focusing on extending 
and expanding the horizons and utility of employees without particular 
regard to their field of concentration. This may include broadening 
knowledge of the current job or preparing employees for another. It 
always contains a touch of something new, something beyond that for 
which the employee had been initially prepared. 
One of the most important attitudinal changes in the area of 
training and development focuses on developing top leadership, i.e., 
training of executives at the highest levels of the hierarchy. At one 
time it was difficult to persuade those at high levels to spend any 
considerable portion of their time on a planned learning experience. 
The assumption was that their arrival at high positions was 
ample evidence of their possession of all the requisite qualities needed 
for leadership and policymaking. Today, however, it is almost 
universally accepted that getting away from the pressures of the job and 
spending social and private hours in a training program provides an 
opportunity for the administrator to reflect on his/her performance, to 
acquire a different perspective on his/her current position and 
^John W. 
p. 172. 
Macy Jr., Public Service: The Human Side of Government, 
4 
productivity, to exchange experiences with executives who have 
comparable responsibilities and problems and in general to develop a new 
perspective on his/her job and performance.^ 
If employee training and development is to impact each group 
involved, i.e., executives, managers, supervisors, and employees, then 
each has a role to play. An executive's role is to create within the 
organization an atmosphere conducive to change in employee behavior. 
While a supervisor or a manager's role is to reinforce behavioral 
changes in employees which are the result of employee training and 
development, an employee's role is to increase his value to his 
organization.^ 
As mentioned earlier, the loss of federal funding has reduced the 
availability of training resources which has directly affected the 
maintenance of a comprehensive on-going staff development program. This 
has made it virtually impossible for the division to develop the 
competencies of employees or meet the training standards promulgated by 
the American Correction Association requiring 56 to 160 hours of basic 
training/orientation for all new employees. 
This paper addresses the fundamental question of the effect the 
termination of federal funds has on the development of competent staff. 
C 
Stahl, Public Personnel Administration, p. 216. 
K. T. Byers, Employee Training and Development in the Public 
Servi ce (Chicago, Illinois: Public Personnel Association, 1970), p. 80. 
II. THE PROBLEM AND ITS SETTING 
A. Agency and Unit Description 
The author served as a Graduate Intern with the Georgia Department 
of Human Resources, Division of Youth Services. 
The Department of Human Resources was created by the Governmental 
Reorganization Act of 1972 to place into one agency the responsibility 
for health, social and rehabilitative services needed by Georgia 
citizens. Indirectly, the department serves all the citizens of the 
state. 
Division of Youth Services 
In 1963, the State Legislature passed the "Children and Youth Act," 
Georgia Laws 1963, p. 81, et. seq., as amended (Ga. Code Ann. 99-2) 
which established 
... Within the Department of Family and Children Services, an 
autonomous division for children and youth and a state board 
for children and youth, for the protection, care, training. 
and supervision of certain children and youth of the state... 
This act resulted in the creation of the Court Services Unit with 
funding for fourteen (14) court service workers in fiscal year 1965. 
This unit along with existing training schools in Atlanta, Augusta, and 
O 
Georgia Division of Youth Services, Policies Procedure Manual 
1981 (Atlanta: Georgia State Government Printing Office, 1981), p. 1. 
5 
6 
Mi 11edgevi11e, comprised the state agency for the treatment of 
delinquent and unruly children and youth. 
The Executive Reorganization Act of 1972 transferred all functions 
of the State Department of Family and Children Services to the 
Department of Human Resources. The policymaking function of the State 
Board for Children and Youth was transferred to the Board of Human 
Resources. In 1975 by House Bill 665, Georgia Laws, 1975, the Youth 
Q 
Services section became the Division of Youth Services (DYS). 
DYS Mission Statement and Organizational Structure 
The Division of Youth Services is the agency of Georgia State 
Government, whose legal mandate is the provision of social services and 
facilities for children and youth who require care, control, protection, 
treatment, or rehabilitation. The children and youth to whom these are 
directed are adjudicated to be delinquent and unruly by Georgia's 
juvenile or superior courts. 
The methods utilized to provide these services are comprehensive in 
scope. DYS staff provide intake and probation services to the juvenile 
courts throughout the state as well as aftercare services to delinquent 
and unruly youth who are committed to the division's custody. Other 
programs are juvenile correctional institutions, secure and non-secure 
®Ibid., p. 1. 
7 
detention services and both residential and non-residential community 
based treatment services. 
The DYS accepts the responsibility through the development and 
operation of its programs to both control the juvenile offender's 
inappropriate behavior and to assist the offender in functioning as a 
law abiding citizen. Inherent in this responsibility is a commitment to 
the development of rehabilitation programs which will promote socially 
non-deviant and personally satisfying community behavior, balanced with 
the just application of sanctions in order to control delinquent 
behavior, deter future delinquent behavior and to provide the offender 
an experience which will, whenever possible, restore or make right the 
damage caused by his/her delinquent behavior. The division is, 
therefore, committed to the protection of Society from these youths 
through the controls imposed by institutionalization, probation and 
parole regulations. The division applies indeterminate lengths of stay 
for youths who are institutionalized commensurate with the seriousness 
of their offenses. The current organizational structure depicted in 
Figure 1 consists of: 
The Division Director, who maintains supervision over all 
divisional activities. 
The Deputy Director, whose responsibility is to plan and develop 
the entire budget. Also directly responsible to the Division and Deputy 
Directors are the Sectional Directors for Administrative Services, 
Program and Staff Development, Field Services, and Institutional 
Services, respectively. Each sectional director has his/her own staff 
8 
Figure 1 
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9 
and responsibilities. For example, the Administrative Director and his 
staff are responsible for budgeting, personnel services, planning, 
accounting, and facilities management. The Division Director, Deputy 
Director, and directors of each section make up the DYS Executive 
Committee. 
The division attempts to carry out its legal mandate through (a) 
the prevention of delinquency by identifying developing and supporting 
resources and programs which enhance the care and development of 
children and youth and their families and communities; (b) the provision 
of services, treatment and rehabilitation for youths alleged to have 
committed unruly and delinquent acts; and (c) the provision of 
1eadership and guidance to Georgians on the issue of juveni1e 
delinquency. 
Internship Experience 
The author served as a Graduate Intern with the Department of Human 
Resources, Division of Youth Services and the Division of Administrative 
Services, from March to August 1985. The Administrative Services 
Division is responsible for Budgeting, Personnel Servi ces, PIanning, 
Accounting, and Facilities Management. 
The author's duties and responsibilities as a Personnel/Research 
Analyst included but were not limited to conducting research on 
orientation, counseling and discipline, compiling information on basic 
supervision and participating in the day-to-day activities of the 
division. The author also made regular visits to the youth center in 
10 
Atlanta in order to obtain first-hand knowledge of DYS operations. 
After conducting personal interviews with the personnel manager and 
training specialist and making inquiries of the divisional heads and 
other employees, division concern for improving staff quality was 
apparent. 
B. Statement of the Problem: Loss of Federal Funding 
and Its Impact on Staff Development Programs 
From 1972 until 1978, training for DYS staff was provided through 
federal funding. These funds established a unit of two (2) training 
professionals and one secretary. In 1978, this was augmented by an 
additional federal grant for a joint training project which was intended 
to serve community based DYS and juvenile court staff. 
However, funding for DYS staff development was terminated in 
September 1982. This had led to a decrease in funding for the Personnel 
Development Project, which now provides for one full-time trainer and 
one part-time trainer with limited operating expenses. This project 
traditionally provided approximately 5000 training hours annually to 
youth services staff. Apart from limited training materials, this 
decrease in funding has presented a serious threat to the maintenance of 
an effective, legally sound and experienced staff to supervise the 
children in detention centers. Most of the Youth Service Workers are 
high school graduates without prior knowledge, education or experience 
in adolescent psychology. As a result they have not been able to 
effectively carry out the responsibilities to the residents. The 
11 
termination of federal funds which in the past have provided resources 
for organizing workshops and training sessions for these employees has 
drastically curtailed these activities. This has resulted in staffing 
the youth centers with inadequately trained staff and coupled with the 
propensity on the parts of many Americans to litigate, the youth centers 
have witnessed an increase in the number of lawsuits filed against them. 
III. REVIEW OF LITERATURE 
The management of both large and small organizations requires the 
procurement, maintenance and development of competent personnel. Today, 
virtually all major branches of the federal government, and many states 
and local jurisdictions as well, have instituted formal training and 
development programs. Moreover, because of the development or 
acceleration of new technologies, there is a continual need for 
retraining experienced workers to perform new and changed jobs. 
Chaddock, in his study of needs assessment, contends that people 
need to achieve and to feel that they are advancing. Advancement may 
occur in a variety of ways including being promoted into the managerial 
hierarchy, assuming greater responsibility within a functional 
specialty, and developing into a generalist.^ 
Chaddock further contends that organizations have installed systems 
to help further the process of advancement partly because of their need 
to have human resources ready to assume new roles as the organization 
grows. One irony, Chaddock notes, is that frequently, the training and 
development department or the personnel departments which design these 
systems, install them in all functions of the organization except their 
Paul H. Chaddock, "Selection and Development of the Training 
Staff," in Training and Development Handbook, ed. Robert L. Craig (New 
York: McGraw-Hill Book Company, 1976), p. 13. 
12 
13 
own.^ In order to counteract the negatives of this situation, as well 
as capitalize on the positives for the person and the organization, some 
systems for planning the growth and the advancement of people within the 
training function should be adopted. Moreover, because of the 
development or acceleration of new technologies, there is a continual 
need for retraining experienced workers to perform new and changed jobs. 
Staff development and program activities are the career 
counterparts of pre-service education. As such they provide for change, 
renewal, quality education, and professional competence. What they seek 
is an affirmative response to the changing social and political scene 
and to criticism that curricula are not relevant, that professionals are 
not adequate, and that educational institutions represent lag rather 
than progress. According to Bishop, staff development focuses on 
professional growth rather than credentials. The emphasis here is upon 
those attitudes, competencies, and knowledge that enhance learning, 
12 program effectiveness, and professional adequacy. 
A study that preceded civil service reform in Wisconsin State 
government in 1977 provides some lessons. Wisconsin has a strong civil 
service tradition and follows the general policy found in most 
jurisdictions of open hiring with a slight preference for promoting 
^Chaddock, "Selection and Development of the Training Staff," p. 
14. 
12 Leslie J. Bishop, Staff Development and Instructional Improvement 
(Boston: Allyn and Bacon, Inc., 1970), p. 25. 
14 
current employees. Likewise, most state employees in Wisconsin would 
like to remain state employees. In response to a survey, 70.9 percent 
of Wisconsin state employees stated that they intended to pursue careers 
13 in Wisconsin state government. Yet, 77 percent of the respondents 
indicated that they were dissatisfied with what they perceived as 
severely limited opportunities for career advancement. 
The Role of Training in an Organization 
Today, an observant person engaged anywhere in the world of work 
can see that training is widely accepted as a necessary function of 
managing an organization. According to Stahl, the development of staff 
is the very essence of supervision, and it clearly assumes a role of 
14 great significance and effectiveness. In addition, an organization, 
whether public or private, exists and grows because it provides the 
community with goods and services the community sees as worthwhile. To 
do this efficiently, the organization must function at an optimum level 
of productivity. This level is a direct result of the collective effort 
of all employees. Yet, not every employee works at the level 
established by the standard of performance for the job he/she holds. 
13 Dennis L. Dresang, Public Personnel Management and Policy 
(Boston: Little, Brown and Co., 1984), p. 239. 
14 Glen 0. Stahl, Staff Development and Training (New York: Harper 
and Row Publishers, 1976), p. 225. 
15 
Similarly, groups of employees may not consistently produce up to 
15 standards. 
When there is a difference or gap between actual performance and 
what is needed (the standard), productivity suffers. Johnson contends 
that training can eliminate performance gaps. "It does so by changing 
the behavior of individuals by giving them whatever additional specific 
items of knowledge, skill or attitude they need to perform up to that 
standard. 
Assessing Training Needs in an Organization 
The concept of training and development needs emerged originally 
from a basically simple, often asked question in management circles: 
"Do we or do we not have a need for training?" Positive responses to 
this question gave rise to the proliferation of training programs for 
training programs sake. 
It is more difficult to assess the training needs of existing 
employees than it is to orient new employees. This is based on the 
understanding that it is what the organization and employees need, 
rather than what a particular training officer needs that should 
determine the training programs and opportunities. Dresang, states that 
15 Richard B. Johnson, "Organization and Management of Training," in 
Training and Development, ed. Robert L. Craig (New York: McGraw-Hill 
Book Company, 1976), p. 2. 
16 
in a well designed and well run personnel management system, needs flow 
automatically from human resource planning, position analysis, and 
performance evaluations.^ Human resource planning, provides necessary 
information to managers to let them know of any imbalance in the work 
force. Position analysis and performance evaluation reveal what skills 
and knowledge, employees need to perform more satisfactorily on their 
current jobs. 
According to Morrison, a training need may be described as 
"existing any time an actual condition in the human, or people, aspect 
of organization performance or, more specifically, when a change in 
present human knowledges, skills or attitudes can bring about a desired 
performance." Morrison further contends that educational, training, 
and development programs should be a response to a need, not merely a 
reaction to a problem. When a problem has been identified, the next 
step is to develop alternative solutions. Sometimes the most feasible 
answers are better materials, methods or money rather than a training 
19 program. 
Thus, training programs cannot fill all organizational needs. 
Evidence of poor supervision, for example, may reflect more on 
^Dresang, Public Personnel Management and Public Policy, p. 231. 
18 James H. Morrison, "Determining Training Needs," in Training and 
Development Handbook, ed. Robert L. Craig (New York: McGraw-Hill Book 
Company, 1976), p. 9. 
17 
supervisory selection criteria than on what kind of training supervisors 
need. In addition, Stahl states that a number of conditions give signs 
of training needs, "low productivity, poor supervision, slow service, 
20 low mobility of coordination, client complaints and the like." 
1. Is the problem one of skills, knowledge, or ability? If yes, 
then training may be a remedy. If the employee is not 
motivated, has a negative attitude, or is hostile towards 
co-workers or the public, then training is not likely to have 
much impact. 
2. Does the employee have the preparation and intelligence or 
skills required for the training program? If not, very little 
would be accomplished through participation in the program. 
3. Will the supervisor or co-workers be receptive to the 
introduction of skills or approaches that the employee may 
bring back from a training program? Documented evidence 
exists where training had only negative effects because newly 
trained employees could not apply what they had learned. Not 
only was training wasted but the frustration of the employees 






Public Personnel Management and Public Policy, pp. 
18 
4. Is the perceived problem better resolved through a transfer of 
personnel or through reorganization? Sometimes looking beyond 
the employee who is the primary focus of attention at the 
moment is useful for generating other approaches. 
These questions may reinforce the initial impulse to prescribe 
training. If, on the other hand, something other than training seems 
preferred, the problem may be addressed in a more satisfactory manner 
such as eliminating a part of a training program as a cost reduction or 
reducing the length of its content depending on the amount of reduction 
required. 
Effective training depends on whether the individuals learn and 
primarily whether behavior and skills change as a result of training. 
Too often organization managers think they have an effective program 
simply because they put on good performances, present updated material, 
and employ the best available instructors. But managers who are in 
charge of training must develop mechanisms for determining if the 
training succeeds and others for ensuring that the program utilizes the 
optimum in learning principles. Whether or not one learns depends 
heavily on whether one is motivated. Elkins writes: 
Motivation as we know, is generally thought to be related to 
needs, with individuals with lower-level needs being motivated 
more by extrinsic job satisfactions (money, fringe benefits, 
job security) and individuals whose lower-level needs have 
19 
been satisfied being motivated by intrinsic job satisfaction 
(job content, creativity, and other ego satisfiers). 
Although training programs do not meet all the needs that are evident 
for an organization or an individual, they may fill some non-obvious 
needs such as being valued by employees as rewards. Training as a 
reward is clear when the employee is being groomed for a promotion. 
Even in cases where promotion is not an issue, the opportunity to attend 
a training program is valued. The distinction, the break from regular 
responsibilities, and the advantages gained from increased knowledge and 
from informal associations are coveted by employees. Although training 
often serves the purpose of enabling an employee to remedy a problem or 
address a limitation, seminars, conferences, courses, and the like can 
be a way of recognizing good performance. In a study examining employee 
attitudes towards training and educational opportunities, respondents 
ranked this behind insurance programs as the third most valued fringe 
benefit.^ 
Clearly, non-obvious benefits and side effects cannot dictate an 
agenda for training programs. Beach contends that the real purpose of 
training is to cause "...change in employee behavior on the job and 
22 Arthur Elkins, Management (Reading, Massachusetts: 
Addison-Wesley Publishing Company, 1980), p. 296. 
23 Charles L. Walker, Jr., "Education and Training at International 
Harvester," Harvard Business Review, 49 (September 1949), pp. 542-558. 
20 
24 ultimately to improve the effectiveness of organization." Schmuckler, 
adds that management development programs, are by definition training 
programs, whether the training is accomplished by job rotation, 
coaching, or formal classroom instruction. The value of a training 
program is that it results in the transferral of skills to participants. 
When this function is not being fulfilled additions, deletions, or other 
25 modifications in the program are imperative. Equally important is 
evaluating whether participants are fully acquiring information and 
skills to an extent sufficient to warrant further consideration of the 
program. 
Evaluation of the Training Effort 
If management invests in training programs for employees, it 
understandably expects to see some tangible benefits derived therefrom. 
The real purpose of training is to cause a change in employee behavior 
on the job and ultimately to improve the effectiveness of the 
organization. People may show that they have learned a lot in classroom 
examinations, yet they may not transfer this learning to the job. 
An effective way of measuring the worth of training is to use 
various indices of work performance and compare them after a training 
?4 
Dale S. Beach, Personnel (New York: MacMillan Publishing 
Company, Inc., 1975), p. 394. 
25 Eugene Schmuckler, "Management Development: A Joint Venture," 
Personnel Journal 55 (January, 1976): 30-32. 
21 
course with measures before the course. For example, a training 
director is asked to improve the productivity and work quality in a food 
packaging operation. After lengthy investigation, he finds that machine 
operators are not properly trained in how to run and maintain machinery, 
and concludes that a training course in machine operation is needed. 
The specific objectives might be (1) to increase productivity (output 
per shift), and (2) to reduce the percentage of rejects (defective 
packages). Both indicators are routinely recorded for each shift by an 
automatic counter, and so there are accurate measures of performance on 
a particular shift. Again, the training director wishes to demonstrate 
that training improves productivity and work quality. Several groups of 
operators would be selected and matched into two groups to provide an 
experimental and control group. Baseline production and reject data for 
all work groups for the previous several weeks are collected to 
establish typical performance levels for the groups over a period of 
time. When averaged over several weeks. These typical performance 
levels can be considered pretraining measures. 
The experimental groups is then trained while the control group 
continues to work as before. The performance data are routinely 
col 1ected for all groups as before. As time progresses and the 
training begins to take effect, the expectation is that the performance 
of the trained group will improve relative to that of the other groups. 
This method is somewhat cumbersome from the administrative standpoint 
however, it is one of the most fruitful methods available. 
22 
Unfortunately, such rigorous experimental approach to training is seldom 
carried out in practice. 
Loss of Money for Funding 
Because training has been found to have tangible and non-tangible 
benefits, the loss of training funds will require DYS to operate on a 
tight budget. Cost effectiveness is a vital part of the design and 
development of a training plan. In turn, sound budgeting and control 
are a vital responsibility of the training director and staff. 
Jenness maintains that each training plan should contain financial 
as well as learning objectives. Like the learning objectives the 
financial objectives would be based on the needs analysis upon which the 
plan is based. Such objectives presuppose two things. First, that the 
cost of training can be identified and controlled and second, that 
operating costs both before and after training, can be consolidated into 
the departmental budget. 
Jenness provides an excellent summary of cost control with regard 
to loss of funding. He states that the effective training director 
should be interested in and concerned with providing truly 
cost-effective training: 
To accomplish this requires a thorough understanding of the 
costs involved in each individual program, a well documented 
analysis of the savings that should result from each, and a 
careful comparison of planned program cost against those 
alternative methods and media. It also means continuing 
comparisons of actual costs against budget, against last 
23 
year's program and costs, and against the organization's cost 
and human resource goals established for the year. 
In "Emerging Needs in the Training of Human Resource Administrators," 
Pires states that an emerging concern in the human resource field with 
which human resource administrators would have to grapple is that of 
accountability. He further contends that, "In times of dwindling 
financial resources, human resource services success in procuring funds 
is going to be partially determined by the extent to which human 
27 services programs are meeting these goals." 
Effects of Training Inadequacies 
Training is a vital and necessary activity in all organizations. 
It plays a large part in determining the effectiveness of the 
establishment. In addition, it is extremely important in an 
organization's internal extraction process because its purpose is to 
help employees improve their capacities to contribute to organizational 
effectiveness. 
Nigro and Nigro contend that training programs (on any substantial 
scale) were started very late in government, and even now training is 
not a highly developed function in many public jurisdictions. They 
further stated that most public employers now accept responsibility for 
26 Jenness, "Budgeting and Controlling Training Costs," p. 2. 
27 Clinton E. Pires, "Emerging Needs in the Training of Human 
Resources Administration: Meeting the Challenge," Journal of Health and 
Human Resources 1 (May, 1979), p. 639. 
24 
28 providing some training whereas formerly they did not. According to 
Nigro, 
It has been many years now since training officers in 
government were a rarity, they added, and the renewed emphasis 
in American society on the value of education and learning to 
meet changed needs has provided for a favorable external 
environment. Here, too, affirmative action has been a 
stimulus because affirmative action stresses the need for 
training programs to provide employees with the^kills they 
need in order to qualify for higher ranking jobs. 
Dale Beach examines some of the major contributions of training to 
an organization. These are:^ 
1. Reduced learning time to reach acceptable performance: 
2. Improved performance on present job; 
3. Attitude formation - Moldings of employee attitudes to achieve 
support for company activities and to obtain better 
cooperation and greater loyalty; 
4. Aid in solving operational problems; 
5. Fill manpower needs; 
6. Benefits to employees themselves; 
It is important to recognize that training plays an essential part 
in the management of organizations. Without a membership that is for 
28 Felix A. Nigro and Lloyd G. Nigro, 
Administration, 2nd ed. (Itasca, Illinois: 
Inc. , 1981), pp. 356-357. 
The New Public Personnel 
F.E. Peacock Publishers, 
29 Ibid. 
30 
Dale S. Beach, Personnel (New York: 
Co., Inc., 1977), p. 373. 
Collier MacMillan Publishing 
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the most part "programmed" to make organizationally appropriate 
(rational decisions), organizations would have to control employees much 
more closely. Herbert Simon writes: 
...training influences decisions "from the inside out." That 
is, training prepares the organization member to reach 
satisfactory decisions himself [herself], without the need for 
the constant exercise of authority or advice. In this sense, 
training procedures are alternatives to the exercise of 
authority gr advice as means of control over the subordinate's 
decisions. 
Insofar as it effectively supplies employees with the facts, frames 
of references, and values involved in making acceptable decisions, 
training is an invaluable resource. It is critically important in 
contemporary organizations, which achieve control through instilling 
habits of coordination and cooperation rather than through the exercise 
32 of command or the imposition of hierarchical authority. 
Where technical or professional specialization is involved, 
administrators do not have the expertise to tell subordinates how to 
carry out their tasks. Under these conditions, controls must be 
internalized so that employees are self controlling. The role of 
training, therefore is not just to help build and maintain a technically 
competent staff. It almost must function as a central process through 
31 Herbert A. Simon, Administrative Behavior: A Study of Decision 
Making Processes in Administrative Organizations, 2nd ed. (New York: 
Free Press, 1957), p. 15. 
32 Felix A. Nigro and Lloyd G. Nigro, The New Public Administration, 
2nd ed. (Itasca, Illinois: F. E. Peacock Publishers, Inc., 1981), p. 
358. 
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which influence can be exerted throughout the organization and as a 
33 powerful source of control over individuals behavior. 
The mutuality of training as a benefit to both the organization and 
the individual is a dominant theme of modern views of training which see 
it as a process aimed at changing behavior. The desired "new" behavior 
must be considered valuable both to the organization and the 
34 individual. This was the opinion of the "founder" of scientific 
management, Frederick W. Taylor. Although very much identified with 
such developments as standardizing work and training workers to conform 
to organizational demands, he also stressed development of the 
individual worker: 
After we have studied the workman, so that we may know his 
possibilities, we then proceed, as one friend to another, to 
try to develop every workman in our employ, so as to bring out 
his best facilities and to train him to do a higher, more 
interesting ^d more profitable class of work than he has done 
in the past. 
Contemporary training concepts and techniques concurrently emphasize 
employee self development and organizational requirements. This self 
development value has been associated with training in the United 
States. The organization focuses on the intellectual, social, and 
33 Ibid. 
34 Ibid. 
35 Frederick W. Taylor, "The Principles of Scientific Management," 
in Classics in Management, ed. Harwood F. Merrill (New York: American 
Management Association, 1960), p. 93. 
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psychological growth of the individual with the rationale that mature, 
creative, innovative employees will contribute greatly to organizational 
effectiveness over the long run. 
Contemporary organizations rely on successful role performance in 
many different, very specialized functional areas. Because of the 
complexity of their programs, most public agencies recruit persons who 
already possess the necessary intellectual, social, and other skills; in 
other words, they look for or are in search of pretrained candidates for 
employment. However, complete control over the talents and values of 
entering employees is seldom, if ever, achieved. Further, the existing 
skills and knowledges of even the best prepared personnel must be added 
to as the agency is called on to cope with new situations. The rapidity 
of social change and the consequent need for public agencies to adapt 
their programs accordingly have made more urgent continuous training in 
government to help employees meet their new responsibilities. 
Training has had a greater impact on organizations, it is pertinent 
to find out what impact the lack of training will have on the 
organization as well as the employees. 
Lack of training translates into high accident rates, wasted 
effort, inefficiency, costly errors, excessive absenteeism, legal suits 
and personnel dissatisfaction occasioned by inadequate use of individual 
capacities. 
According to Nigro and Nigro, an untrained or undertrained work 
force, forces management to limit opportunities for employee discretion 
and to control behavior directly through very close supervision of all 
28 
phases of the work. Any initial savings in salary expense or training 
36 budgets are quickly lost in increased managerial costs. 
French stresses that lack of attention to skill training can be 
disastrous to the organization in terms of cost and inefficiencies. 
Citing examples, French notes that no one would dream of allowing an 
untrained individual to pilot a jet airliner, nor would it be reasonable 
to expect productive efficiency from an untrained person assigned to a 
37 bulldozer, a lather or a drill press. Systematic training can make a 
significant contribution to the achievement of organizational objectives 
provided good judgement is exercised in regards to the point of 
diminishing returns. Effective skills depends upon (a) careful 
identification of training needs by supervisors either independently or 
in cooperation with assistants from a training department, (b) 
systematic procedures, and (c) adequate attention to meeting the needs 
of trainees. Both the training of new employees and the updating of 
skills of experienced employees are important. Such training is very 
likely to reduce cost and inefficiencies both from an immediate and from 
a long-range point of view. 
Another impact of inadequately trained staff on the organization is 
the failure to train a critical mass of employees. 
Felix A. Nigro and Lloyd A. Nigro, The New Public Personnel 
Administration, p. 358. 
37 Wendell French, The Personnel Management Process (New York: 
Houghton Mifflin Co., 1964), p. 208. 
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According to Dean Spitzer one of the key support systems is people. 
Unless a substantial number of employees are trained together, it is 
very unlikely that an adequate support for newly learned skills must 
38 exist on the job. Transfer of learning is so much easier if there is 
adequate interpersonal support. 
Beach stresses that lack of training leads to low productivity, 
high costs, low performance on the job, excessive labor-management 
39 strife, excessive grievances, and high employee turnover. 
Without adequate training employees are unable to increase their 
market value and earning power and most importantly their pay and 
status. 
Before a conclusion is made, it is important to specify that lack 
of training or inadequate training may stem up from problems of 
administration. Torpey stresses that among the problems associated with 
the administration of the training function the following ranks 
uppermost: (a) Improper evaluation of training programs, (b) Lack of 
training--mindedness among various top level administrators, (c) 
Slowness of legislatures to formalize the training functions, (e) 
Administrative separation of training from general personnel functions, 
38 Dean R. Spitzer, "Why Training Fails," Performance and 
Instruction Journal (September 1984), 9. 
39 
Beach, Personnel, pp. 375-376. 
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(f) Accreditation of in-service training courses, (g) Workload, (h) Lack 
of funds.^ 
The most important problem associated with the adminstration of the 
training function is the lack of funds: Lack of funds for training 
programs ultimately means an inadequate training staff, the inability to 
obtain needed replacements for employees who would otherwise participate 
in an extended training course, and the absence of necessary training 
equipment and materials. Without an adequate training staff, planning, 
41 assistance to the line, coordination and evaluation activities suffer. 
In addition, Eckenboy stresses that 
if you want to isolate and evaluate the quality of a specific 
training program, you obviously have to look at the program 
more directly. The need for continuing training is especially 
acute if the program is supposed to be teachi^ skills that 
maintain relevance in a rapidly changing field. 
The absence of a sufficient number of employees to keep routine 
work current may prevent enrollees in a training program to attend 
sessions regularly. The lack of training equipment and supplies may 
prevent the offering of specific courses which are greatly needed in an 
agency. 
40 Torpey, Public Personnel Management, p. 176. 
42 Cliff Eckenboy, "Evaluating Training Effectiveness: A Form that 
Seems to Work," Training, (July 1983), 56. 
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In a sense, training is a process of spending money judiciously in 
the present in order to save money in the future. 
IV. METHODOLOGY 
This study utilized a descriptive analysis to describe the effects 
the termination of funds have had on the staff development programs of 
the Division of Youth Services, Georgia Department of Human Resources. 
Primary and secondary data sources were utilized to assess the 
adequacy of staff and staff training in the Division of Youth Services 
Georgia Department of Human Resources. As previously stated, federal 
funds for the division was terminated as of September of 1985 and this 
eliminated all the programs intended for staff development. In addition 
there have been reports by division heads in various youth development 
centers of child abuse and molestation. This has set off a breakdown in 
communication between the residents and the staff creating an atmosphere 
of unrest for the entire division. 
Primary Data Sources 
Primary data for this study were derived from interviews with the 
Personnel Manager, and the Personnel Analyst. These interviews provided 
an opportunity to identify problems caused by underqualified DYS staff. 
Secondary Data Sources 
Secondary data sources included pamphlets, journals, press release 
from the DYS, government documents, unpublished dissertations and books 
32 
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on the subject. Review was made of departmental/governmental sources as 
an aid to literature review. 
Limitations of the Study 
Due to limited access to youth service workers the author was 
unable to conduct a survey on their experience and educational 
background. Information gathered on this is from interviews held with 
the training coordinator. In addition, the author received very little 
support and assistance from key staff members and their assistants. The 
author was also unable to obtain actual figures of law suits filed 
against the DYS from the time programs was funded up till its 
termination. According to the coordinator of training at the DYS, legal 
constraints prevent him from discussing these cases. 
V. ANALYSIS OF THE PROBLEM 
The purpose of this section is to discuss and identify the impact 
of the termination of funds on the staff development and training 
aspects of the Division of Youth Services (DYS). 
In order to analyze the data needed to identify the existing staff 
development problems, the staff development budget summary, and the 
staff development funding summary for fiscal years 1979-1984 were 
utilized by the author. In addition an evaluation report on the 
training hours and the number of workshops was also utilized to see what 
effect the cut in funds have had on both participation, total training 
hours and workshops. 
As previously indicated, the termination of federal funds has had a 
negative impact on staff development in the DYS, culminating in 
inadequate or untrained staff, high employee turnover, and a series of 
legal suits. As depicted in the staff development budget summary in 
Table 1 there was a marked decline in federal funding after September of 
1980. Funds allocated for DYS Personnel development in October 1979 - 
September 1980 was $214,145. After September 1980 funds allocated for 
DYS staff development was $169,159 compared to the previous year. This 
shows a decrease of $44,986. This decline continued further as can be 
seen in October 1981 - September 1982 when federal funding was finally 





DIVISION OF YOURTH SERVICES STAFF DEVELOPMENT 
BUDGET SUMMARY 1979-1982 
Year 1979-80 1980-81 1981-82 
Oct./Sept. Oct./Sept. Oct./Sept. 
DYS Personnel Dev. DYS Personnel Dev. DYS Personnel Dev 






























Equipment -0- -0- 100 -0- 93 -0- 





18,679 30,795 4,978 9,615 4,464 12,900 




8,957 10,959 8,963 12,163 9,489 11,128 
214,145 169,159 140,000* 
* 
Plus One State Funded Position. 
Source: Georgia Division of Youth Services Budget Allocation (Atlanta: 
Government Printing Office 1983). 
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TABLE 2 
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Staff Dev/ = 214,145 169,159 140,000 110,985 72,376 
Personnel Dev. 
*9,700 Added to 4th Quarter by Crime Commission 
Source: Georgia Division of Youth Services Budget Allocation (Atlanta: 


















DYS STAFF DEVELOPMENT UNIT FUNDING ($) 
Fiscal Year 1982 Fiscal Year 1983 Fiscal Year 1984 
Supplies and 
Materials 
2,650 1,593 400 
Repairs and 
Maintenance 3,750 400 300 
Rents (other) 900 400 200 
Other Operating 
Expenses 800 200 100 
Travel 4,652 1,900 1,200 
Source: Division of Youth Services Budget Allocation (Atlanta: 
Government Printing Office 1984). 
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The termination of funds had also affected the staff. Firstly, it 
resulted in a high turnover of qualified staff (approx. 75 percent). 
According to a DYS report 111 Youth Development Workers, 30 Secretary/ 
Clerical Staff and 145 others (not specified) have already resigned or 
transferred to other Sections. This has inhibited the staff from 
providing the critical staff-to-client ratio necessary for the proper 
43 supervision of the youth in the centers. 
By the end of September 1984, allocation of funds for staff 
development programs had been reduced from $110,985 to $72,376 as 
depicted grapically in Table 2. 
The termination of funding also caused a decline in the number of 
trainers. Table 1 shows that between October 1979 - September 1980, 
there were 3 full-time trainers for staff development programs. After 
September 1980, the training staff was reduced to 2 full-time trainers 
and one part-time trainer. At the termination of federal funding in 
September 1982, the training staff was further reduced to only 1 full 
time trainer, 1 part-time trainer and one training position which was 
funded by the State. According to the training coordinator, as of 
44 September 1984 the DYS only had one full time trainer. In addition, 
43 Report of the Committee on Staff Development to the Director of 
Division of Youth Services, by Walter Smith and Roberta Webb, 
Chairpersons (Atlanta: Georgia State Government Printing Office, 1984). 
44 Interview with Walter Smith, Division of Youth Services, Atlanta, 
Georgia, 12 May 1986. 
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the travelling expenses of the trainers were reduced from $39,042 in FY 
1979-1980 to $3,100 in FY 1983-1984, as depicted in Table 3 thereby 
limiting the number of training classes offered in the various sections 
of the state culminating in eventual transfer to other divisions within 
the department where these ability and experience will be more utilized. 
In order to further reduce cost the division now uses staff members 
to train new employees (Youth Development Workers). This has not been 
very effective because these "trainers" are not qualified or experienced 
to teach. In addition, the new Youth Development Workers who are hired 
do not have prior experience or knowledge to deal with the delinquents. 
Most are high school graduates with varying degrees of experience but 
not at all related to adolescent psychology. One of the goals of the 
Division of Youth Services is to provide a safe and secure environment 
for youths housed at the development centers. As of 1984 there are 
approximately 11,000 delinquent youths in development centers across 
Georgia needing special attention. Table 4 shows that children between 
the ages of 13-16 years constitute over half of the youth in development 
centers with youths between the ages of 10-13 years ranking second. 
As previously stated , these youths need special care and attention 
such as individual counseling, recreational therapy, group activities, 
detoxification, rehabilitation, tie in with school program and 
structured after care program in order to alleviate their personal, 
psychological and emotional problems. But this cannot be accomplished 
with inadequate and untrained staff due to the termination of funds. 
Because of failure to provide an effective, legally sound and 
40 
TABLE 4 
YOUTHS IN DEVELOPMENT CENTERS GROUPED BY AGE 
STATE OF GEORGIA 
UNDER 10 10 - 13 13 - 16 16 - 19 
33 1,875 8,302 401 
Source: Division of Youth Services Responses to Programs, Policies and 
Organizational Needs (Atlanta: Government Printing Office, 
1985). 
experienced staff to supervise the residents in detention centers, there 
has been series of law suits filed against the division as mentioned 
earlier. 
In addition to the staff not being qualified, the number of 
training hours and workshops that might bring them up to par has either 
been phased out or reduced. Table 5 indicates that between October 1979 
- September 1980, the total training hours for staff development was 
20,037 (DYS staff only) but from October 1980 - September 1981, the 
number had dwindled to 13,697, a loss of 5,340 hours. 
Ironically, the average cost per training has increased. Table 5 
indicates that the cost per training hour for staff development in 
October 1979 - September 1980 rose from $14.31/hr to $18.34/hr and has 
been predicted to rise to about $30/hr between FY '84 and '85. 
Also as a result of the termination of training funds, the number 
of participants attending the staff development workshops has been 
reduced from 2,083 in October of 1979 to 1,008 in October of 1984. More 
41 
TABLE 5 
DIVISION OF YOUTH SERVICES TRAINING HOURS AND WORKSHOPS 
Oct '79 Sep '80 Oct ‘80 Sep '81 
DYS PER. DEV. DYS PERSNL DEV 
GRANT: $94,145 $120,000 $76,000 $93,159 
TOTAL TRAINING HOURS: 12,749 13,041 9,334 8,072 
DYS Staff: 11,821 8,216 8,612 5,085 
Non DYS Staff: 928 4,825 722 2,987 
PARTICIPANTS: 
DYS Staff: 2,083 551 1,487 780 
Juvenile Court Staff: — 328 — 460 
Others: 1,373 — 1,370 — 
NUMBER OF WORKSHOPS: 82 23 63 42 
Using Paid Consultants: N/A 21 21 18 
Average Per Diem for 
Consultant per Workshop: 
N/A N/A 307 444 
AVERAGE COST PER TRAINING 
HOUR: *7.38 *6.93 *8.15 *10.19 
(*Excluding Participant 
Travel ) 
Source: Division of Youth Services Budget Allocation (Atlanta: 
Government Printing Office 1984). 
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staff development workshops are needed as they help to mold staff 
(especially Youth Service Workers) to be prepared for any unforeseen 
circumstance that might manifest itself, and also keep them aware of 
legal liability issues. 
According to the training coordinator, as of FY 83-84, total 
45 training hours has decreased to 4,058. These training hours are less 
than the minimum number of hours (5000) established by the American 
Corrections Association. It is possible to assume that the number of 
training hours for the employees in DYS will continue to decrease until 
funds are found to support the training programs. The termination of 
funds has also reduced the total number of workshops from 82 as of 
October 1979 to 41 as of September 1984. The reduction of 50 percent 
staff development workshops within a period of five years is not only 
alarming but has serious implications for employee development. 
Training without equipment and supplies is like a building without 
a foundation. Both are dependent on each other. Supplies and materials 
(which include films, video tapes, books, etc., have been drastically 
reduced from $1,950 in FY 1979 to $400 in FY 1984 as indicated in Tables 
1 and 3. This is almost a 75 percent reduction. As a result of the 
reduction in supplies the trainers have been deprived of the necessary 
45 Interview with Walter Smith, 
Georgia, 12 May 1986. 
Division of Youth Services, Atlanta, 
43 
resources to offer effective training programs and workshops for the 
employees. 
The reduction in funds for training at the DYS goes against the 
national trend. According to an organizational survey conducted in the 
journal, Training, training budgets are up 37 percent over 1983; the 
once-comatose seminar market has bounced back to rosy-cheeked health, 
and the organizational appetite for training in general has never been 
K 46 better. 
As Table 6 indicates, respondents to the survey while very positive 
about 1984, were actually a bit conservative: 47.4 percent predicted 
their training budgets would increase between '83 and '84; 53.5 percent 
of 1984 respondents actually experienced gains. On the opposite end 9.3 
percent had estimated budget decreases, while only 8 percent actually 
experienced cuts. In addition the training market was projected to have 
surpassed the $4 billion dollar mark in 1984. 
The survey group for 1984 was also asked to predict what they 
foresee in 1985 training budgets. 54.9 percent of the respondents 
predicted their budgets will increase over the previous year (1984). 
39.5 percent feel it will remain the same as the previous year while 5.6 
percent predict a decrease. 




TRAINING BUDGET PREDICTIONS 
Increases Over Remains Same Decrease From 
as 
Previous Year Previous Year Previous Year 
Percentage of last year's 
respondents who predict 
their 1984 budgets would: 47.4% 43.0% 9.3% 
Percent of this year's 
respondents who say their 
1984 budgets actually: 53.5% 38.6% 8.0% 
Percent of this year's 
respondents who predict 
their 1985 budgets will: 54.9% 39.5% 5.6% 
Source: "Training Budgets '84 in the Pink and Green," Training Journal 
(October 1984) p. 17. 
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Much can be seen here that a lot of money is being spent on staff 
development and training in the 80's as compared to it being neglected 
in the early years especially in non technical training. According to 
the survey conducted, respondents were asked to estimate what portion of 
their budgets (other than hardware budgets) were earmarked for technical 
training, defined as training related to a specific mechanical subject 
such as word processing, computer programming, electronic testing, etc., 
and what portion went into non technical training: training related to 
conceptual content such as supervisory skills, sales skills, team 
building, etc. As indicated by Table 7, non technical training 
expenditures outweigh technical training expenditure by a ratio of about 
2:1 for off shelf materials, 3:2 for custom designed materials, 2:1 for 
47 seminars and conferences, and 2:1 for outside services. 
A word of caution is that conclusions cannot be made from these 
figures that more non technical than technical training takes place in 
U.S. organizations. That assertion would require data on how many 
people are actually trained and in what - a figure pretty tough to come 
by. 
What can really be concluded is that the dollars spent on non 
technical training definitely outweigh the dollars spent on technical 
training. 




TECHNICAL vs. NONTECHNICAL TRAINING 
% of Budget % of Budget 
Earmarked Earmarked 
Budget Category for Technical for Nontechnical 
Training Training 
Off Shelf Materials 36.0% 61.3% 
Custom-designed 
/developed materials 41.5% 61.4% 
Seminars and Conferences 34.9% 62.7% 
Outside Services 33.7% 63.3% 
Figures will not sum to 100% because they represent means of percentages 
reported by respondents. The fact that they come close (97% - 103%) to 
totalling 100% across the rows suggests that respondents were very 
meticulous in answering this item and the results are, therefore quite 
reliable. 
Source: "Training Budgets '84 in the Pink and Green," Training Journal, 
(October 1984) p. 28. 
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One can see that it looks as if the idea of organizational 
investment in human resources development as opposed to humanitarian 
position is beginning to see the long green of real commitment. 
According to Torpey, 
As in other projects, there is a point of diminishing returns 
in a training program beyond which the expenditure of 
taxpayers' money will not bring proportionate returns. It is 
incumbent upon training officials -- like all other public 
servants -- to assure that training funds are properly spent 
from the point of view of the agency and the public. But 
until adequate funds are afforded the training function, the 
potentialities of training cannot be fully realized. 
Overal1, the termination of federal funding for the DYS has 
adversely affected the employees within the organization and the 
effectiveness of the organization as well. The termination of funds has 
resulted in the employment of inexperienced workers. While this action 
may lead to some savings in the short-run as a result of the low 
salaries paid to the new employees, in the long-run the organization may 
suffer. More importantly, the heavy work load heaped upon the 
experienced staff has already resulted in a high turnover of such 
employees. Some have transferred to other divisions while others have 
quit the department. 
Increased Lawsuits Against DYS 
Apart from the negative impact of the termination of federal 
funding on the agency, it is reasonable to assume that the increase in 
48 William 6. Torpey, Public Personnel Management (New York: D. Van 
Nostrand Company, Inc., 1953), p. 80. 
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the number of law suits filed against the DYS is partly due to the lack 
of adequate training for the staff as a result of lack of funds. The 
other reason may be due to the recent tendency on the part of Americans 
to file lawsuits. 
In an interview with the coordinator of training at the DYS, he 
admitted that lawsuits filed against the agency have exploded since 
September of 1982 after the termination of federal funds for employee 
training and development. Although the coordinator refused to provide 
the actual number of lawsuits filed against the agency due to legal 
reasons, yet he admitted that such lawsuits have increased significantly 
after September 1982 and he also predicted that they will continue to 
49 increase. 
However, such law suits against government agencies, cities, 
counties and public officials are not confined to Georgia alone. 
According to a report by the International City Management Association 
and the Wyatt Company, public officials in 28 percent of the nation's 
cities, towns, and counties have been subject to claims during the past 
five years. One suit was more than $500 million and several have been 
more than $20 million. Among the explanations offered for the 
increase in law suits are the growing litigiousness of American culture, 
and erosion of the legal principle of "sovereign immunity." In the 
49 Interview with Walter Smith, 
Georgia, 12 May 1986. 
Division of Youth Services, Atlanta, 
49 
1960's public officials acting in their official capacities were immune 
from liability suits. Since then, however, state legislatures and 
courts have gradually removed the protection. 
North Carolina and Tennessee had the highest rate of claims among 
the states with at least 20 jurisdictions reporting data. Despite the 
number of claims and the large amount of the claim, half are terminated 
with no loss of payment while thirty-five percent are closed with a 
payment of less than $20,000 according to the study. In 89 reported 
suits claiming $1 million or more, only one resulted in a payment 
greater than $500,000.^ 
According to a report of the Committee on Staff Development 
Improvement established by the Georgia Division of Youth Services in 
January of 1985, there have been charges by parents and guardians (of 
residents) of child abuse and molestation. The report also stated, 
however, that there have been reports by youth service workers of 
increased attacks on their persons by the residents. This has led to a 
breakdown in communication between the youth service workers and the 
residents creating an atmosphere of unrest for the entire division. 
According to the report, there were four YDCs housing 2,189 delinquent 
50 International City Management Association and the Wyatt Company, 
"Local Liability Claims on the Rise," Public Administration Times, Vol. 
9, No. 3 (February, 1986), p. 12. 
52 Ibid. 
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youths in FY 83. Over 13 percent of these are severely and 
psychologically disturbed, behavior disordered, multi-handicapped or 
53 mentally retarded. Therefore the resident youth served by the four 
YDCs need maximum individualized attention and group structured cottage 
54 activities to remediate such thing as aggressive behavior patterns. 
Increased and enhanced youth development worker staffing is essential to 
the rehabilitation of such youth. In taking this aspect into 
consideration, lack of funding will prevent the staff to client ratio 
necessary for proper safety and supervision of resident and youth. The 
centers will continue to constitute a dangerous working environment for 
staff. Moreover, youths in detention camps will be left idle without 
proper attention. The needed basic staff training in behavior 
management and security will not be provided. 
The current problems confronting the DYS is due to the lack of 
financial resources to meet the staffing needs of the organization. If 
by their own admission, the DYS cannot provide proper attention for the 
youths in the detention camps and the staff will also not be provided 
with much needed basic training in behavior management and security, 
then the conditions for lawsuits are definitely created and the DYS will 
become very vulnerable. 
53 Walter Smith and Roberta Webb, Report of the Committee on Staff 
Development 1985 (Atlanta: Georgia State Governement Printing Office, 
1985), p. 3. 
54 Ibid., p. 3. 
VI. CONCLUSIONS AND RECOMMENDATIONS 
As previously stated, the management of organizations requires the 
maintenance, procurement and development of competent personnel. 
Indeed, because of the development and or rapid acceleration of 
technology, there is also a need for continual retraining of experienced 
workers to perform new and changed jobs. 
Thus, staff development and program activities are the career 
counterparts of pre-service education. For instance, they seek an 
affirmative response to the changing social and political scene and to 
criticisms that curricula are not relevant, and that professionals are 
not adequate as well as that educational institutions represent lag 
rather than progress. 
There is no doubt that staff training/development is widely 
accepted as necessary function of managing an organization. It is only 
through proper and continuous training that an organization can 
reasonably assure the maximum and efficient utilization of its human 
resources necessary to achieve the goals and objectives of the 
organization, while, at the same time, providing the needs of the 
individual employee. The Division of Youth Services, therefore, needs 
an effective Staff Development and Training Program to handle various 
problems including delinquent youths in several detention centers. 
However, the termination of federal funding for staff development and 
training programs in the division calls for cost effectiveness. This 
51 
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tool must become an important part of the design and development of the 
training plan, and, in turn, sound budgeting and control of costs must 
become a vital responsibility of the training director and staff. 
Similarly, the Division of Youth Services' inherent responsibility 
encompasses a commitment to the development of rehabilitation programs 
which will promote socially nondeviant and personally satisfying 
community behavior, balanced with the just application of sanctions in 
order to control delinquent behavior. 
A similar consequence that the division is now facing due to lack 
of qualified staff exacerbated by loss of federal funds are legal suits. 
Coupled with these suits, a reconsideration in reinstating training 
funds be effected to ameliorate the problem. 
After careful study and analysis of the problem, review of related 
literature, observation and participation, the recommendations which 
follow are made to the Division of Youth Services. They should form a 
basis for a systematic approach to staff training and development to 
improve upon those aspects of staff development and training in which 
the agency is involved. 
Recommendations 
1. A unit should be created within the Division of Youth Services 
and given the authority and responsibility to develop, 
implement, and maintain a coordinated staff development and 
training in an era of insufficient funds. This unit should 
comprise of six persons. The unit staff should include a 
staff training and development analyst or specialist, 
personnel manager, computer systems analyst, computer 
programmer and administrative assistant. The staff training 
and development unit should have the central coordinating 
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responsibility of determining the Division's overall human 
resources needs and recommending action programs to meet those 
needs. No additional funds would be necessary for creating 
this unit since the committee members are already on the 
division payroll and would only meet occasionally to determine 
and make recommendations on issues concerning the welfare of 
the division. 
2. A central location should be designated for the personnel 
information necessary to conduct an efficient staff 
development and training program, and to computerize the data. 
The personnel data needed are rosters of vacant positions, 
employees eligible to retire, basic positions and personnel 
inventories, internal transfer and promotional patterns, 
statistical tables on labor turnover and vacancy rates by 
occupational groups, and correlations between employee age and 
length of service by occupation, and other pertinent data. 
3. The training of youth services employees should be as close to 
their work site as possible. At present the division has 
divided the state into eight training districts to provide 
classroom type training activities for community-based staff, 
within each district. Employees at the four Youth Development 
centers will receive most of their training at their centers. 
4. Some training should be conducted on a statewide basis and an 
annual statement training sessions for several categories of 
staff, i.e. mangers/supervisors, direct treatment staff, and 
educators should be inculcated. Travel funds (which are 
limited) for youth services staff should be increased for 
statewide conferences. 
5. The quality of education and experience should be upgraded. 
The division must hire personnel with child education and 
experience. 
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